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Chapter 9 
Managing Workforce Diversity 
Antoinette Carttana 
Conceptual Framework 
People are different from each other in many ways - these include 
age, gender, education, values, physical ability, mental capacity, 
personality, experiences, cultural endowment and the way each 
person approaches work. Organisations which really want to gain 
advantage from this increasing diversity need to acknowledge, 
understand and appreciate these differences. They also need to 
consider developing a workplace that enhances their employees' 
value. This is possible if organisations develop appropriate corporate 
strategies and are flexible enough to meet the varying needs and 
preferences of the workforce. In return, this is likely to create a 
motivating and rewarding environment. If the needs of the 
changing workforce are met, not only are more harmonious working 
relationships achieved but the organisation will also be amply 
rewarded. Such organisations will be at a competitive advantage 
in recruiting and retaining the highest quality employees. They 
will generally be more attractive to today's workforce and prove to 
be more practical for the mix of workers that exists Gamieson & 
O'Mara, 1991:3-4). 
Even in Malta, a number of forces are emerging which will affect 
the way managers think about the management of organisations 
and people. The Maltese workforce is experiencing changes in its 
skill base, education level, its gender and age structures besides 
national drives for increased opportunities for persons with special 
needs at the workplace. Malta is also witnessing transitions in the 
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lifestyle, values and needs of its population when compared to 
what management has traditionally been familiar and had learnt 
to deal with (Zammit, 1996). At the same time, organisations in 
Malta are increasingly paying serious attention to global 
competitiveness, their productivity, quality and service components 
(Ramb!/lll Report, 1996). By attracting, integrating and retaining 
an increasingly diverse workforce, organisations can gain an 
advantage on their competitors through the blend and 
capitalisation of the skills and perspectives of a satisfied workforce, 
motivated to give its best to the organisation. 
Zammit (1996) states that, similarly to other societies, work is 
traditionally highly valued in Malta. In a small, overcrowded island 
with few natural resources, its people's survival depends to a large 
extent upon their own resourcefulness. During the last three decades 
the most significant shift in the Maltese labour market has been 
caused by the removal of the British military base, which at one 
time was the largest single employer, and, concurrently, the 
emergence of the private sector, particularly manufacturing and 
market services. In the meantime, employment in the public sector 
remained excessively high in comparison with other 
industrialised countries. Another significant shift in the labour 
force has taken place as a result of the rapidly increased activities 
related to tourism and market services which have generated many 
forms of employment. This phenomenon is similar to that 
experienced in other countries Qackson, 1992:15). 
It appears that underneath what appears to be a generally stable 
situation which prevails in the Maltese labour market, some 
underlying shifts are taking place. This situation is not vastly 
different from that pointed out by Kandola & Fullerton (1994a) 
and Jamieson & O'Mara (1991). They emphasise that managers 
are increasingly being confronted by complex challenges as they 
try to balance the wants and needs of a diverse workforce. Yet, on 
the other hand, laws and organisational policies may constrain 
managers' alternatives, dictate action which is ineffective, or simply 
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disincentivise new approaches. The resulting frustration, stress and 
defensiveness may drive managers to seek the comfort of the status 
quo; but that may no longer be possible or even advisable in the 
long-term. It is worth noting that most manufacturing enterprises 
in Malta are micro or small and the few medium and so-called 
large enterprises are also small by European standards. 
As Azzopardi (1995:56) argues, Maltese manufacturing industry 
is seeking to: (a) become more outward-looking and export 
oriented; (b) take advantage of its geographical proximity to the 
European economic base; and (c) act as a production platform in 
the context of increasing global competition. Within this vision, 
there are many implications on the management of people within 
manufacturing organisations and the further development of their 
skills and knowledge. 
It is opportune to note that Maltese manufacturing industry has 
a dualistic structure which developed during the 1970s. There is 
an internationally competitive export-oriented segment, which is 
financed mainly by foreign direct investment, existing along side 
what is still a relatively uncompetitive, inefficient and protected 
locally owned sector, now facing the challenge of restructuring in 
the face of market liberalisation. Malta's comparative advantage 
has shifted over the last twenty years mainly as a result of the 
increase in domestic wages in real terms and also due to increased 
competition from low-labour cost economies, in South East Asia 
and North Africa and also lately from Eastern Europe. The export-
oriented firms met this challenge either by increasing their process 
automation in their drive for higher-value added strategies or sadly, 
even by leaving Malta altogether. The other sector of Maltese 
manufacturing industry, which is more inward-looking and for a 
long time, protected by trade barriers and other shields from foreign 
competition, has obviously not been subject to the same 
international and realistic pressure to maintain its competitiveness. 
Therefore, many of these organisations have not restructuted or 
sought to improve their efficiency. Thus the gap between industries 
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has even in some cases widened further and there are many 
manufacturing industries responsible for a significant proportion 
of employment which until recently were unrealistically dependent 
for survival upon continued protection. With the removal oflevies 
as Malta approaches accession to the EU, this scenario is set to 
change. 
However, presently, it should come as no surprise therefore to 
find the extent of management proactivity in understanding and 
managing workforce diversity as being rather limited. There is 
much activity geared to support the restructuring of manufacturing 
industry. This will have important social and political as well as 
economic consequences and will directly affect people management 
strategies within organisations. 
The Need for a Fit between Business and HR Strategies 
In the main, human resource management policies and practices 
are concerned with supporting organisations to strike a balance 
between seemingly opposing forces or influences. In the drive to 
achieve 'strategic integration', ensuring that there is a good fit 
between business and human resource strategies, there is an 
emphasis on the importance of commitment and mutuality which 
involves a shift towards concentrating on individuals and working 
groups rather than on representative bodies as well as a more flexible 
approach to managing people (Armstrong, 1992:19). This presents 
a challenging duality due to the reality of the increasing diversity 
of the workforce and the need for commonality within organisations 
which are seeking to emphasise greater purposefulness and a 
commitment to organisational goals. In these changing and rather 
unpredictable times, organisations may seek ways to manage 
workforce diversity and make it an organisational asset in the 
pursuit of common interests. 
Organisations have in the past assumed that their employees 
were similar and those who were different were expected to conform 
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(Bentley & Clayton, 1998:37; Kossek & Lobel, 1996:3). Malta is 
no different to this reality and is perhaps still locked in this old 
mould. Yet, the workforce is made up of many different individuals, 
each of whom wants to be recognised, supported and valued. 
Increasingly, organisations are realising this and have developed 
management styles and practices to handle this effectively. 
On the other hand, there are widespread policies and management 
practices which are still focussed, in many organisations, on what 
is seen as the average worker: the stereotype (Kandola & Fullerton, 
1994a: 104). Stereotypes abound in society and these are obviously 
carried to the workplace. In Malta, this is the typical Maltese full-
time regularly employed male with a wife who is the homemaker 
and supervisor of their children (Abela, 1991). This is the male 
breadwinner who seeks and values long-term job security. However ! 
there are a growing number of employees who no longer fit into 
this description. Women are entering the workforce at a rapid 
pace. There are more culturally diverse groups present in the 
workforce today. There is also greater variety in educational levels, 
ranging from the illiterate, which is recognised as a problem in 
Malta, to the highly educated. Persons with mental, physical and 
medical disabilities are being given more opportunities to move 
into or stay in the workforce. Shifts in attitudes and values have 
also resulted in different lifestyles, needs and choices. 
Valuing Workforce Diversity 
Indeed, for those organisations that recognise and value this 
diversity, there are opportunities awaiting from the synergy of this 
diverse workforce through the recapture of commitment and the 
freeing of talent. Talents may be otherwise locked up or given 
vent elsewhere, such as in the voluntary sector or even in the 
underground economy, rather than at the workplace. The Institute 
of Personnel and Development (IPD),s Position Paper on Managing 
Diversity (1997) argues that diversity matters in business because 
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it contributes to: 
• improving customer care and increasing market share; 
• developing organisational ethics and values; 
• enhancing people management practices; 
• reflecting changes in society and personal expectations; 
• complying with legislation; 
• keeping up with best practice to attract and retain talent; and 
• enhancing competitiveness. 
This is in line with the arguments of Kandola & Fullerton 
(1994a:51) who state that the benefits which accrue to organisations 
are the" .. .logical consequence of having an organisation in which 
the best possible candidates are selected, developed and retained 
and in which quality of services and output are maximised". The 
benefits which they describe include a better public image for the 
organisation, a satisfying work environment, improved relations 
among staff, increase in job satisfaction and morale, increased 
productivity and competitive advantage. With such an impressive 
list of benefits, it may be logical to assume that diversity 
management is widespread. 
IPD (1997) describes diversity as: "valuing people as individuals. 
Factors such as sex, age, background, race, disability - are harnessed 
to create a productive environment in which organisational goals 
are met efficiently and effectively by making the best use of 
everyone's potential." Kandola & Fullerton (1994a:8) who, as Liff 
(1999:67) states, have been largely responsible for popularising 
the term in Britain, have strongly argued that it means people 
must be understood as individuals rather than social group 
numbers. Diversity is therefore seen by them to be radically 
different from equal opportunities (Refer to Table 1). 
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Table 1 
How Managing Diversity is Different 
Managing Diversity Equal Opportunities 
- ensures all employees - concentrates on discrimination 
maximise their potential 
and their contriburion to - is perceived as an issue for 
the organisation women, ethnic minorities and 
people with disabilities 
- embraces broad range of 
people; no one is excluded - concentrates on the number of 
groups employed 
- concentrates on movement 
within an organisation, the - is seen as an issue to do with 
culture of the organisation personnel and human resource 
and the meeting of business practitioners 
objectives 
- relies on positive action 
- is of concern to all employees, 
especially managers 
- does not rely on positive 
action/affirmative action 
Source: Kandola & FlIllerton, 1994a: 173 
Nevertheless, some concern over the managing diversity approach 
has been expressed as it may lead to reduced awareness of, and 
concern for, social group disadvantage (Overell, 1996). There is 
unfortunately a possibility that nothing will change in reality. Boyle 
& Legum (1997: 15) are of the strong opinion that: "the jargon has 
changed as equal opportunities has been reinvented as diversity; 
but barriers, ideologies and plain prejudice remain." Others have 
argued that the new business case of equal opportunities and, more 
specifically, the notion of the 'management of diversity' perpetuates 
- if not exacerbates - the conceptual confusion concerning the 
achievement of equal rights at work (Miller, 1994). 
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Yet, it is also recognised that the way forward to advantage 
everyone equally may well require that they are managed differently. 
This is not to imply that 'equal opportunities' should in any way 
be concealed. It calls for important considerations within the wider 
diversity umbrella. Indeed this study proposes that managing 
diversity, which is part of effective HRM strategy, has deeper and 
more far-reaching implications than equal opportunities. Moreover, 
although diversity takes individuals (not groups) as the main focus 
of concern, and in fact actually questions the effectiveness of positive 
action targeted at groups, in reality it also enhances the way people 
work together. As Handy (1997:163) argues: 
"A business is now, in its essentials, a collection of people, (and) 
it will make more sense to think of it as a town or village rather 
than a piece of machinery. " 
In this scenario, the strategic concern about the management of 
people and the realisation of individual potential is not only more 
understandable but truly necessary. 
There are also further valid arguments about organisations with 
a diverse workforce being better equipped to assess wider potential 
markets for products and services because of the close affinity with 
and greater recognition of the needs and expectations of an 
increasingly diverse society. As work becomes increasingly 
knowledge-based, requiring higher levels of skill, it is essential 
that each individual is allowed to realise his or her full potential, 
to contribute to the achievement of this success whilst meeting 
the individual's expectations (Ross & Schneider, 1992). 
In fact, work in the area of diversity has been regarded as 'radical' 
in tone in that workshops with managers confront difference rather 
than sameness. There is an attempt to expose prejudice amongst 
individuals before moving on to celebrate difference (Mandell & 
Kohler-Gray, 1990). The individual focus is in fact the overarching 
principle of all actions in a diversity-oriented organisation. Kandola 
Managing Workforce Diversity 197 
& Fullerton (l994b) state that, for several US organisations, the 
'individual' approach has evolved from the more traditional group 
approach. This individual focus, whilst being central to 
developments in human resource management, is also at the core 
of much debate about the future of industrial relations, trade unions 
and collective bargaining. The argument is that, although HRM 
is concerned with individualism, it is also concerned with 
collectivism and may well be extended and enhanced with respect 
to the management of diversity and the benefits it yields. 
"Individualism ... relates to the extent to which management 
considers the specific abilities and opinions of individual 
employees" (eLMS, 1994). On the other hand, "collectivism ... 
concerns the extent to which employees are allowed to participate 
in the decision-making process" (ibid.) and work together. There 
is however a need to channel appropriate research as identified by 
Kandola & Fullerton (1994a: 5 0) to study how diversity will benef! t 
people working together in a changing work environment. 
The need for rethinking in these areas as a result of growing 
workforce diversity is inevitable. Management of diversity could 
offer a real possibility to review and possibly revise what has been 
done under equal opportunities (Kandola & Fullerton, 1994a: 173) 
but the understanding and commitment has to be genuine; 
otherwise it will really only be another empty slogan and a short-
lived management fad. In the longer term, working effectively 
through diversity could truly be a strategic imperative for success 
in a highly competitive global environment. In the shorter term, 
diversity is simply a fact of life that influences the recruitment, , 
retention, motivation and performance of employees. Yet, in the 
short and long term, diversity must meet the challenges of 
availability of the workforce, ensure fairness, and reduce destructive 
conflict whilst seeking resolutions that can be endorsed by all. 
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HRM, Industrial Relations and the Diversity Challenge 
It is important to understand that the relationship between human 
resources management and organisational strategy is not always 
so straightforward. Organisations differ in their scope, size, 
strategies, management styles, technologies and in a host of other 
tareas. Challenges differ whether the organisation is contracting or 
expanding or whether it is facing new competition in domestic or 
external markets. It may be the case that, for HRM professionals 
in smaller companies and organisations that operate primarily in 
the local market such as those in Malta, the most direct concerns 
will be in respect of meeting the requirement of employment and 
social law besides a degree of direct contribution to organisational 
strategy. For professionals working in larger organisations that 
operate in different nations, the challenges to HRM policy and 
the HRM profession may be greater. The impact of economic 
changes within regional blocs and the world economy cannot be 
overlooked. Also the increasing standardisation caused by the 
adoption of regional legislation such as that required by the EU, 
does not only create further challenges to ensure productivity and 
profitability within organisations but will affect diversity strategies. 
Therefore the extent to which a particular organisation is concerned 
with HRM to enhance and focus organisational capability for 
growth and performance is bound to affect the approach by 
management to the management of diversity. If HRM initiatives 
are, as described by Mabey & Salaman (1995), seen as facades which 
disguise and justify cost cutting, downsizing, attacks on unions, 
increased control and surveillance of 'flexible' and frequently 
deskilled staff, or ifHRM initiatives are non-existent, this is likely 
to seriously dampen any consideration of genuine diversity 
strategies. The extent of the introduction, integration and 
implementation of diversity management strategies is likely to be 
a reflection of these considerations. 
This issue may be even more pertinent when examined with 
respect to the manufacturing sector, which is where the practical 
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investigation has been carried out as part of this research. The 
manufacturing sector is traditionally recognised as concerned with 
standard processes, quality control, mass production lines, and 
routine, repetitive work with little room for initiative or 
differentiation. Yet in the dynamic, competitive marketplace 
described earlier, manufacturing organisations are also increasingly 
being concerned with the pursuit oflong-term strategies to increase 
their value-added processes, seeking alternative and flexible ways 
to meet customer demands and thus get an edge on the 
competition. Therefore it may be feasible and logical to assume 
that human resource and diversity management could indeed play 
a strategic role in the business (Azzopardi, 1995:55). 
Effective diversity management provides opportunities to bring 
together the organisation's growing demand for flexibility with 
the increasing demand from employees for flexibility in working 
hours and practices - family or rather, employee friendly policies 
and rewards which embrace the variety of employees and their 
personal relationships. It may also bring together the organisation's 
quest for innovation and knowledge to be able to stand out amongst 
the competition by recognising and unleashing the wealth of the 
potential of the diverse individuals that make up the workforce. 
Within a framework of improved industrial relations, it is possible 
to envisage that the rhetoric could turn to reality 11S shown by a 
growing number of organisations (Kossek & Lobel, 1996; J ackson, 
1992) that have succeeded in implementing innovative practices 
and policies, perhaps "a new organisation of work" (Bulletin of 
the European Union, 1997) - a change of mindsets. 
The commitment to the recognition and value of each individual 
at work may be viewed by some as an effort "to curtail union power" 
(Kamoche, 1994:34). HRM and, in particular, diversity 
management should not be seen merely as sophisticated forms of 
management control. Undoubtedly and regrettably, there are bound 
to be a number of organisations which, under the guise of HRM, 
or even diversity management, will introduce a number of practices 
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in HRM-type language which may well verge on the 'immoral' 
(Legge, 1996). However this should not imply that diversity 
management should be approached in a uniform or standard way 
in all organisations. Different models may be researched and each 
organisation may very well seek to do what best suits its needs and 
those of its workforce. 
Delaney & Lundy (1994) argue that, since trade unions have 
long been chief protectors of individual rights and have often 
reached out to new entrants in the workforce, they can in fact also 
be diversity champions. At the same time, many union policies 
are still seniority-based and seek to formalise personnel rules which 
can limit flexibility in dealing with non-stereotype employees as 
discussed earlier. Nevertheless, on balance, unions should be viewed 
as key partners in developing strategies for diversity management. 
The democratic structures embedded within most unions are bound 
to ensure that union practices will grow to include the perspectives 
of all members of the labour force just as the characteristics of 
future workers and workplaces will influence the promotion of 
diversity and the achievement of organisational goals. However 
this requires serious review of organisational strategy and culture 
that recognises and values all individuals in the pursuit of long-
term organisational success and individual satisfaction. It should 
however also be mentioned that this diversity challenge might be 
somewhat different for unionised organisations compared to non-
unionised ones. In fact there is evidence that unionised workplaces 
are managed differently and that collective bargaining may 
encroach on management's prerogatives, actually making it more 
difficult to deal with the unique needs of individual employees, at 
least in the short term, due to uniform negotiations for all 
employees (Freeman & Medoff, 1984). Yet, without the support 
of both management and employee representatives, it will prove 
even harder to achieve diversity objectives. 
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The Need for a Shift in Management Mindsets 
Jamieson & O'Mara (1991) argue for a fundamental management 
shift within organisations for successful diversity management. 
This shift must recognise the interdependencies amongst 
organisational policies, systems and practices (Liff, 1999:68). It is 
a shift which acknowledges the need for both individual and 
organisational change. It also requires the understanding that 
individualising means paying attention to differences in the 
workforce and providing options and choices and, where present, 
as discussed above, working with the trade unions to achieve this. 
Jamieson & O'Mara (1991) argue also that traditional management 
approaches have been lacking in a number of ways. First, the focus 
in the past has been on recognising women and ethnic groups: a 
stance reminiscent of equal opportunities. Secondly, early 
approaches identified, separated and trained the 'different' members 
of the workforce. Training as a solitary effort does little to change 
the organisation. Thirdly, all matters related to the changing 
workforce were considered to be specific human resource issues 
rather than broader management issues. Yet to be able to fulfil the 
aspirations of diversity management and contribute to the 
achievement of organisational objectives, management mindsets 
must be shifted on track and this means a crucial role for human 
resources professionals within organisations in this regard. This 
nowever should not imply that diversity management is solely the 
prerogative of the human resources department. It is not only an 
essential component of strategy backed by top management 
commitment as in the case of HRM (Miles & Snow, 1984) but 
also requires ownership from line management. It needs to be 
owned by all managers to be able 'to attract, select, promote, 
reward, motivate, utilise, develop, and keep and/or terminate 
employees consistent with business requirements, employee needs 
and standards of fairness' at all levels of the organisation' (Beer et 
al., 1984). 
To be able to fulfil their promise, diversity efforts need to be 
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properly managed. Thomas & Ely (1996) believe that there is a 
distinct way of unleashing the powerful benefits of a diverse 
workforce which, as discussed above, need to be based on a 
fundamental change in the attitude and behaviour of an 
organisation's leadership. Although benefits reaped will contribute 
to increased profitability (which is affected by employee turnover 
and absence, lost business, lack of competitiveness and payments 
awarded by industrial tribunals amongst others), they go beyond 
financial measures to encompass learning, creativity, flexibility, 
organisational and individual growth and the ability of an 
organisation to adjust rapidly and successfully to market changes 
as discussed in the above sections. This transformation can only 
occur if senior managers abandon any underlying and flawed 
assumptions about diversity and replace it with the broader 
understanding presented in this paper. 
Thomas & Ely (1996) also argue for the need to move beyond 
the 'discrimination and fairness' paradigm which promotes equal 
opportunities for all individuals, as well as the 'access and 
legitimacy' paradigm which acknowledges cultural differences 
among people and recognises the value in those differences, to 
what they describe as the 'learning and effectiveness' paradigm. 
This incorporates the aspects of the first two paradigms but goes 
beyond them by concretely connecting diversity to approaches to 
work. It enables the organisation to internalise differences among 
employees so that it learns and grows because of them. With the 
model they put forward, members of the organisation can say, 'We 
are all on the same team, with our differences - not despite them'. 
The organisations that perform better are those which have realised 
the importance of how diversity is defined and what it does, and 
backed this with the experience of actually being a diverse 
organisation, thus transforming the organisation and turning the 
rhetoric into reality. . 
It is critical to the successful management of diversity that this 
is an integrated strategic approach to effect change across 
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organisational culture, systems and practices as stated earlier and 
so attain maximum benefit. The organisation reflects the diverse 
society in which people live and work. Successful management of 
diversity will not only be representative of an organisation's 
customer base and assist it in attracting new customers; it will 
also be critical in understanding customers and their needs whilst 
coming up with innovative ways of doing business. It is important 
to understand that strategic diversity is tapping into something 
that already exists. It is a process of drawing out. As argued by 
Bentley & Clayton (1998), diversity is not something to be brought 
in the organisation. Also, since it is about people and human 
systems, it requires a frame of reference different from technical or 
operational systems. Neither can it be predetermined because the 
quality and content is not known until it is tapped. 
Local Private Manufacturing Organisations' Approach to 
Managing Diversity 
The research undertaken was designed to test the extent of diversity 
activities in the private manufacturing sector. No distinction was 
made with respect to whether the organisations were foreign or 
local, export or domestic market oriented, or any other 
classification. The research instrument was mailed in 1999 to all 
private manufacturing organisations employing more than 50 
workers. A response rate of 26 enterprises (24.5%) was obtained. 
This research sought to extract sufficient information to determine 
the 'orientation to diversity' strategy of these organisations and 
the 'level of structural integration', as defined by Dass & Parker 
(1999). The research insttument was also intended to explore the 
extent of the paradigm shift as described by Thomas & Ely (1996) 
from the 'Discrimination-and-Fairness' paradigm to the 'Access 
and Legitimacy' paradigm to the emerging paradigm of connecting 
diversity to work perspectives which appears to fit in with the 
proactive process approach described by Dass & Parker (1999). 
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The main objectives of the research were: to investigate 
management understanding of the management of diversity; to 
explore managers' recognition of the growing workforce diversity; 
to discover what, if any, initiatives are being introduced in this 
area; as well as to investigate the extent to which managing 
diversity strategies are linked to other organisational strategies. 
The Malta survey instrument was modelled on that of The 
Industrial Society (1995) which, in turn, had researched the 
management of diversity amongst a random selection of 4,077 
human resource and personnel managers and directors (Caruana, 
2000). 
Although the term 'managing diversity' is one that will be heard 
much more over the coming years, the research findings suggest 
that awareness, understanding and consideration of the implications 
of workforce diversity are still remote in Malta. Also, perhaps as a 
result of the 'laissez-faire' or conservative attitude of management 
operating in Malta (Baldacchino, 1997), it appears that there is 
still not enough awareness of the contribution to the organisation 
of the deployment of strategic human resource management policies 
which also aim to meet the needs of the individual. 
Bentley & Clayton (1998) argue that diversity pervades every 
corner of the organisation, every level that exists in the organisation, 
every contact that is made ourside the organisation. People think 
differently, act differently towards each other and bring a different 
energy into their work. It appears that private manufacturing 
organisations in Malta recognise that there is growing diversity. 
What they actually do (or not do) to manage this growing diversity, 
is however a different consideration. 
The main three features of diversity which are recognised are the 
growing disparity of educational levels, the age distribution and 
the mix of values and attitudes as shown in Table 2, with gender 
closely recognised as another important dimension. 
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Table 2: Respondents views of growing diversity 
Growing Diversity due to Total 
- range of educational level 65% 
- age distribution 54% 
- mix of values/attitudes 50% 
- gender 46% 
- cultural diversity 34% 
- inclusion of people with disabilities 23% 
Total respondents: 26 
Multi-response 
What is surprising is that diversity due to gender differences 
comes later down the list. This may be due in part to a fair amount 
of women who drop out of the workforce when they have their 
first child (Baldacchino & Camilleri, 1992; Vassallo et al., 2002). 
It may also be due to the reluctance of employing organisations to 
recognise this growing diversity dimension in spite of much public 
debate. Employers may also be reluctant to provide incentives to 
encourage women to remain working and males to take up their 
share of responsibilities in the home. As expected, cultural diversity, 
which does not really seem to be a current issue on the islands, is 
ranked lowest in the features for this growing diversity. The 
employment of persons with a disability has been positively 
promoted in the past few years; however it appears that employers 
do not see this as a main feature in the growing diversity. This 
could be interpreted as a positive sign as it may mean that they are 
perceived to be fully integrated; but employers' commitment to 
the recruitment and integration of disabled individuals is doubted. 
The research instrument put forward the two terms 'equal 
opportunities' and 'managing diversity'. This is similar to the work 
of Kandola & Fullerton (1994a) and The Industrial Society (1995) 
where, although the questionnaire was clearly framed as a managing 
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diversity survey, the wording of some of the questions and 
initiatives included reference to 'equal opportunities'. The rationale 
for this was that as diversity is a relatively new area in Malta and 
'an evolutionary step beyond equal opportunities, organisations were 
expected to have a mix of both approaches. Figure 1 shows the 
extent of policies on managing diversity and/or equal opportunities. 
Figure 1 - Extent of policies on managing diversity and/or 
equal opportunities 
Neither 
19% 
Both 
39% 
base: all respondents 26 
Equal 
Opportunities 
38% 
Managing 
Diversity 
4% 
In further analysis, it emerged that 31 % of the respondents 
recognised a difference between equal opportunities and managing 
diversity; but a staggering 69% had never thought of diversity 
management until they had received this questionnaire. It therefore 
does appear that at least this questionnaire did promote some 
thoughts and awareness! In fact, 81 % of the respondents wanted 
to know more about diversity management. The researcher is 
however of the opinion that, although organisations may not have 
thought of diversity management as an area of strategy, they may 
have in fact introduced a number of actions to either meet the 
demands of their customers or of their employees in view of the 
demanding and changing scenario of which the organisation is 
undoubtedly part. 
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Table 3 
Initiatives most likely to be or are already implemented 
by organisations 
No of % 
organisations respondents 
- Having a policy on equal 
opportuni ties 17 65 
- Giving fair selection of training 
to recruiters 14 54 
- Having ongoing contact with 
national specialist groups 13 50 
- Introducing flexible arrangements 12 46 
- Providing skills updating for those 
who have been out of the workforce 
for some time 12 46 
- Introducing equal rights and 
benefits for part-timers 11 42 
- Introducing flexibility in training 
to meet the needs of different groups 11 42 
- Buying specialist equipment 10 38 
- Introducing awareness training 
for staff 10 38 
- Physically changing the work 
environment 9 35 
- Introducing an explicit policy 
on harassment 9 35 
- Setting up specific employee 
support groups 9 35 
- .Allowing flexibility in uniform 
/dress requirements 9 35 
Total no. of respondents: 26 
Multi-response 
b 
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Table 3 shows which thirteen initiatives are most likely to be 
implemented or are already in place in private organisations in 
Malta. It is interesting to note that 65% actually ranked having a 
policy on equal opportunities that was most likely to be 
implemented. It also raises an intriguing question relating to the 
other 35%. Is it possible that they do not rank this as a priority? 
However not having a policy does not necessarily mean that the 
organisation is not operating in a fair, objective and equal way 
towards all its employees when it conducts its business. It is clear 
from this response that most private manufacturing organisations 
are still in the 'discrimination and fairness' paradigm described 
earlier. Some may have shifted to the 'access and legitimacy' 
paradigm but this is less likely in the manufacturing sector as this 
shift is usually found when organisations operate in environments 
where there is an increased diversity among customers and clients 
or the labour force (Thomas & Ely, 1996:83). As many 
manufacturing organisations on the local scene have either a major 
customer or a limited customer base, the motives for this paradigm 
shift may be less obvious. The initiatives earmarked relate to 
increasing awareness and introducing some flexibility practices as 
well as to improving the environment and technology to enhance 
workforce diversity. 
On the other hand, Table 4 indicates which ten initiatives from 
the list drawn up on the basis of the work of Kandola & Fullerton 
(1994a) are least likely to be implemented by organisations. The 
majority of these relate to increased flexibility to be able to cope 
better with work and home responsibilities, assistance with career 
breaks and childcare as well as eliminating age criteria from 
selection decisions. The situation here is rather disheartening as it 
appears that employers are dissuading from flexibility initiatives 
although as shown earlier (Table 3) they acknowledged that one of 
the main reasons for the increasing diversity was related to gender 
issues. Neither are they reflecting on the benefits of increased 
flexibility to the organisation. It is interesting also to note that, 
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whilst age distribution was recognised by 54% of the respondents 
as a featute of growing diversity, there was no intention to eliminate 
age criteria from selection decisions. This is one diversity dimension 
which will greatly affect workforces in the coming years. 
Table 4 
Ten initiatives least likely to be implemented 
by organisations 
No of % 
organisations respondents 
- Allowing time off to care for 
dependents beyond legal stipulations 15 62 
- Assisting employees on career breaks 12 46 
- Providing assistance with child care 11 42 
- Allowing flexibility in uniform/dress 
requirements 11 42 
- Allowing staff to take 
career breaks 11 42 
- Eliminating age criteria from 
selection decisions 10 38 
- Introducing flexible arrangements 9 35 
- Introducing job sharing/part-time 8 31 
work 
- Employing/assigning helpers for 
those who need them 7 27 
- Assessing managers on equal 
opportunities as part of their 7 27 
appraisal 
Total no. of respondents: 26 
Multi-response 
Yet, there does not yet appear to be much being undertaken 
within private manufacturing organisations to deal with this. It 
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appears that there is still need of awareness not only in how to 
address the growing diversity but also in understanding primarily 
what benefits could be attained from addressing such diversity. 
This could then trigger off initiatives to ensure that diversity is 
not only acknowledged but that the potential of all employees is 
unleashed. 
What do employees wish to see introduced? This survey did not 
ask employees what they would most wish to see addressed. Rather 
it asked representatives of the respondent organisations what they 
perceived to be the initiatives most desired by employees. 
Surprisingly here the main hits are the very initiatives which 
respondents have said they would least likely introduce. These 
relate to increased flexibility, assistance with career breaks and 
childcare amongst others (Refer to Table 5). It appears that there 
is a mismatch between what employees could possibly desire and 
what organisations are ready to offer. If this is the case, it is possible 
to appreciate the importance of industrial relations and collective 
bargaining on the local scene. The trade unions may act as an 
intermediary between the two parties with the aim of reaping 
potential benefits for both at a time of dynamic change in the 
marketplace as well as the growing diversity within the workforce. 
This requires not only that union representatives are also adequately 
informed of the issues at stake and acknowledge the balance to be 
sought, but that employees' views in this regard are clarified to 
ensure that they are the same as the perceptions of their employing 
organisations. 
Managing Workforce Diversity 211 
Table 5 
Initiatives perceived to be most desired by employees 
No of % 
respondents respondents 
- Allowing time off to care for 
dependents beyond legal stipulations 12 46 
- Allowing staff to take career breaks 12 46 
- Providing assistance with childcare 10 38 
- Introducing flexible arrangements 9 35 
- Introducing job-sharing/ 
part-time work 5 19 
- Introducing equal rights & benefits 
for part timers 4 15 
- Assisting employees on career breaks 
to establish networks 4 15 
- Including equal opportunities as part 
of business plans 4 15 
- Action training 3 12 
- Providing skills updating for those 
who have been out of the workforce 
for some time 3 12 
- Giving fair selection training to 
recruiters 3 12 
- Having a policy on equal opportunities 2 8 
- Setting up specific employee support 
groups 2 8 
- Allowing flexibility in uniform/dress 
requirements 2 8 
- Introducing an explicit policy on 
harassment 1 4 
- Having ongoing contact with national 
specialist groups 1 4 
- Surveying opinion of staff, public or 
equal opportunities 
- Contributing to recruitment/careers' 
fairs for under-represented groups 1 4 
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Table 5 (Continued) 
Initiatives perceived to be most desired by employees 
no of % 
respondents respondents 
- Using schemes to give 
under-represented groups experience 1 4 
Non-respome: 5 
Multi-response 
Note: respondents were asked to 
mention up to 5 
It is understandable that if an organisation is managing diversity 
within its organisation, it should seek to monitor the results of its 
actions. Table 6 shows that the most common method of 
monitoring the effectiveness of actions taken is staff feedback, 
closely followed by complaints and grievances. It appears that rather 
than systematically measuring the workforce profiles, numbers and 
types which could give direct measurements, there is reliance on 
what the workforce actually says. This is positive in the sense that 
it implies that organisations are ready to respond to the needs of 
its workforce and are willing to communicate and listen. This is 
also dependent on how the surveys are actually carried out and the 
level of 'open door' policy and communication system within the 
organisation. However there is little doubt that organisations would 
need to develop a much broader range of indicators to evaluate the 
effectiveness of their efforts to manage the growing workforce 
diversity. 
Kandola & Fullerton (1994a:74) argue that managing diversity 
is not a single issue: managing diversity encompasses the 
organisation's processes and systems, its culture and the skills of 
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Table 6 
Monitoring of success of managing diversity 
No of % 
organisations respondents 
- Staff feedback 9 35 
- Complaints and grievances 8 31 
- Turnover / wastage rates 7 27 
- No monitoring 6 23 
- Attitude surveys 4 15 
- Feedback from other sources 4 15 
- Subjective (gut feeling, comments) 4 15 
- Performance/efficiency/profit/ 
competitiveness 3 12 
- Take-up policies 3 12 
- Development of plans/policies/ 
participation in strategies 2 8 
- Targets 2 8 
- Workforce profiles 1 4 
- Regular reports/management meeting 0 0 
Base: all respondents 26 
Multi-response 
the managers within it. Many writers of the diversity field; (Dass 
& Parker, 1999; McEnrue, 1993; Ross & Schneider, 1992) advocate 
that the philosophy of managing diversity must pervade the entire 
organisation if diversity is to be managed successfully. Managing 
diversity is not another policy to be added to all the other 
organisational policies. It is an organisational strategy. The 
importance of adopting this strategic approach has been discussed 
earlier and is also stressed by Ross & Schneider (1992) for the 
following reasons: a firm link is forged with business objectives; 
senior management commitment and support are established; 
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progress is in line with organisational priorities; there is a coherent 
approach related to business needs; problems are anticipated and 
overcome rather than stumbled upon; and responsibility for 
progress is not tied to one person. 
It will again perhaps not be surprising to note that managing 
diversity in Malta is still far from being recognised as an 
organisational strategy as discussed above. In fact (as shown in 
Figure 2), although 27% of the respondents (which represent a 
mix of local and foreign investment) indicated that managing 
diversity is a priority now for organisations, nearly a third (31 %) 
could not recognise this as a priority for the foreseeable future. 
Another 35% believed this would be a priority within the next 3 
- 5 years: a sign of growing awareness? 
Figure 2: Is Managing Diversity a priority? 
Now 
27% 
No 
response 
7% 
base: all respondents 26 
Within the 
next 3-5 years 
35% 
Notfor the 
foreseeable 
future 
31% 
When asked to state why organisations are taking or would 
consider taking action in the area of managing diversity and what 
has influenced managerial support for this, the three main reasons 
(as shown in Table 7), were: fair and caring treatment of staff, 
corporate values and culture; good business sense; and 
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Table 7 
Reasons for taking action 
No of % 
organisations respondents 
- Fair and caring treatment of staff/ 
corporate values/culture 17 65 
- Developing potential of individual 15 58 
- Good business sense 15 58 
- Good practice 13 50 
- Morally right 13 50 
- Staff morale/relationship 13 50 
- Organisational image 12 46 
- Responding to needs of workforce 11 42 
- Legislation 10 38 
- Recruitment and retention 10 38 
- Senior management commitment 9 35 
- Personnel/HR action 8 31 
- Responding to reflecting community 
and consumer needs 8 31 
- Better service to customer 7 27 
- Competition pressure 3 12 
- Pressure from the centre/other parts 
of the organisation 2 8 
- Equal opportunities department 
action 1 4 
- Pressure from members/customers 0 0 
Base: all respondents 26 
Multi-response 
developing potential of individuals. The fact that 58% of the 
respondents did see it as representing good business sense is 
encouraging as obviously these organisations realise that there is 
some organisational benefit to be gained by managing diversity. 
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It should be noted that 'developing potential of individuals' is 
also very much related to this as it could be said that it also 
represents good business sense. Just over one-third of the 
organisations said that legislation, such as the recently adopted 
Employment and Industrial Relations Act (2002) and 
supplementary legal notices, would spur their action in the area of 
management of diversity. It would however be unfortunate if 
organisations adopted diversity management initiatives simply 
because they were obliged at law to do so. On a more positive note 
however, as shown in Table 7, organisations do see benefits from 
taking action. 
The managing diversity scenario in private manufacturing 
industry in Malta represents a fragmented picture with some 
organisations undertaking a more 'programmed' approach. In some 
cases, organisations seem to be prepared to compromise whilst in 
others the response appears to be much more reactive. Only in 
isolated cases is there any indication of a more proactive approach 
which is somewhat programmed. Most diversity approaches are 
either reactive or accommodative. Again it has to be stressed that 
managing diversity needs to be integrated with other challenging 
issues and processes at the workplace and it is also complementary 
to a variety of management theories. It is indeed unlikely that 
there will be one best diversity strategy for all organisations to 
adopt. Organisations need to design their own strategies, depending 
upon the types of diversities they face and in the context of their 
own goals, values and other internal and external conditions. As 
Sultana (1997 :38) has argued, employers" ... remain a differentiated 
lot ... (with) different expectations and demands". 
It is heartening to find that private manufacturing organisations 
in Malta also recognised that one of the main barriers to the 
successful implementation of managing diversity is the extent of 
top management commitment. The features identified by 
respondent organisations which hinder the management of diversity 
are in fact related to the features of the strategic model developed 
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by Kandola & Fullerton (1994a) and the steps for the ultimate 
paradigm shift identified by Thomas & Ely (1996). There is an 
emphasis on top management commitment, setting of clear 
objectives, auditing and assessing of needs, clarity of vision, and a 
lesser emphasis by respondents on the degree of accountability 
within the organisation and evaluation of strategy. It is striking to 
see that one of the key factors identified which could hinder success 
is the attitude ofline managers. Lack of resources was also identified 
as a factor which could hinder the success of diversity initiatives. 
Conclusion and Recommendations 
From the research conducted in the private manufacturing sector 
in Malta and analysed in this paper, there are a number of 
conclusions that may be drawn regarding the management of 
growing diversity within this area. This is important in the face of 
changing demographics, the increasing mix of values and attitudes, 
the desire by organisations to improve, legal obligations and the 
need to restructure in view of the growing pressures of globalisation. 
Organisations that take on the diversity issue with full force do 
so because they believe that taking such action is a strategic 
imperative, and not because it is the 'latest fad and the thing to be 
seen to be doing'. For most organisations, simply knowing the 
facts about workforce diversity, fragments of which are frequently 
debated in the local media, does not stimulate major changes in 
management practices. The facts about the nature of the workforce 
are important but their significance is most obvious when 
considered in the context of the changing business environment 
which Malta is facing. 
Diversity exists because people and organisations differ. Yet, 
regardless of what managers say or put in writing, unless there is 
a basic and fundamental belief that diversity is valued, it cannot 
ever become truly an integral part of an organisation. Griffin 
(1996:432) argues that an organisation that really wants to promote 
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diversity must shape its culture so that it clearly underscores top 
management commitment to and support of diversity in all its 
forms throughout every part of the organisation. It is with top 
management support and the reinforcement of a clear and consistent 
set of organisational policies and practices that diversity can become 
a basic and fundamental part of any organisation. 
Indeed, as stated by Kandola & Fullerton (1994a:156), in the 
diversity-oriented organisation the emphasis should be on the 
managing, not the diversity. The focus of managing diversity needs 
to be very much on managerial capability. Thomas (1992) believes 
that it is the lack of managerial competence rather than racism or 
sexism that may be the cause of managers' inability to manage 
diverse individuals. There are managers who will actively develop 
themselves and their employees, who will keep up to date with 
developments in the field and communicate these to employees 
and indeed managers who solicit feedback on their performance 
and will act upon it. There are others who will not. Therefore, it is 
reasonable to conclude that successful diversity management is 
also dependent on the state of managerial competence and the 
willingness to shift traditional mindsets as part of the development 
process. Successful diversity management in private manufacturing 
industry in Malta may indeed be reliant on the expertise and 
attitudes of rather conservative managers. These may be themselves 
victims of the claustrophobic atmosphere of ' the realm ofLilliput' 
(Sultana & Baldacchino, 1994), which may also help or hinder the 
facilitation of diversity management. 
As Iles et al. (1998) and Hallett (1987) argue, unique resources 
and distinctive capabilities can be leveraged - especially if hard to 
imitate - in the search for competitive advantage. Employee and 
management capabilities may indeed be recognised as important 
resources that are sustainable and hard to imitate and therefore a 
key to competitive advantage. In fully addressing the potential of 
diverse individuals, these capabilities are enhanced, although 
further research is necessary to understand the extent to which 
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diversity management practices are valuable in generating and 
sustaining competitive advantage. 
It remains important to recognise that diversity management 
represents both opportunities and threats to the organisation. The 
threat, according to Dass & Parker (1999) is that, in adopting 
diversity as a core organisational competence, there is a radical 
shift away from traditional management functions. Organisations 
that adhere to scientific management principles such as those likely 
to be found in manufacturing, are the ones that may feel most 
threatened by diversity initiatives and they may avoid them despite 
constant evidence that diversity of people, products and markets 
is increasing. They may prefer to follow policies of avoidance and 
elimination (similar to 'ethnic cleansing'). Yet, rather than focussing 
inward and erecting trade barriers as well as other competitive 
impediments, manufacturing industry is opening up to face reality 
(Womack et al., 1990:3). This will not only result in technology 
changes but changes in the challenges people will face and the 
responsibilities they carry, bringing with them a host of other 
developments and transformations (Azzopardi, 1995: 54-5). This 
state of transition is where much of manufacturing industry in 
Malta presently stands. 
In all of this, it is also necessary to ensure that Malta and 
manufacturing industry do not remain insular in their approach. 
There is a need to learn and learning from other organisations' and 
countries' experience can be beneficial. It is important however 
that such learning acknowledges and considers, wherever necessary, 
the local context and culture when seeking to transform 
conservative mindsets and embedded practices of this 'Lilliputian 
island'. 
Also, although this study has focussed on the business case for 
managing diversity, a number of qualifications to this argument 
must be raised. If diversity management were to be seen solely as 
a business case, it could imply neglect of other considerations such 
as the treatment of equal opportunities as a basic human right 
b 
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(Iles et al., 1998:201). Diversity management is not simply about 
numbers; it is about management styles and cultures. It is this 
which will make the difference and contribute to successful 
diversity management practice. 
Finding Diversity Champions 
Successful diversity management requires top management 
commitment as well as ownership by line managers. Responsibility 
cannot lie with one person. This paper has also argued that 
successful diversity management can be regarded as a core issue 
on the human resource agenda. It is therefore proposed that the 
challenges presented by growing workforce diversity be seen as a 
key area of concern by progressive human resources management 
professionals who can also work successfully with trade unions. 
These are professionals who are able to develop strategies which 
are integral to the process of achieving business objectives (Jackson, 
1992:27; Kossek & Lobel, 1996:13). Working through human 
resource professionals, it is possible to educate business leaders 
about the strategic importance of working through diversity and 
to mobilise them to take action. They may also prove instrumental 
in working with line managers to encourage them to take 
ownership and manage diversity initiatives in practice. 
Further Research 
Additional research would enrich the debate on managing diversity 
as well as contribute to its applicability. This would include: 
• Researching whether the findings of this study are particular 
to private manufacturing industry and if so, why; 
• Analysing any correlation between the different criteria of 
diversity; 
• Exploring the contribution of diversity management strategies 
to the achievement of organisational objectives; 
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• Investigating managerial competence; 
• Understanding the ability of local management culture to 
introduce diversity management effectively; and 
• Soliciting the opinions and needs of employees themselves as 
workforce diversity grows. 
As the concern over the implications of the increasingly diverse 
nature of the workforce grows also in Malta, there will be need for 
factual research which goes beyond the headlines of the press and 
media. There will be need for research which is able to instigate 
real changes to the way things have traditionally been done. There 
is a need to move away from the mentality which may exist of 
'initiatives for initiatives' sake' and move towards a more strategic, 
integrated approach. This will enhance the possibilities of the 
. nation meeting its strategic vision as a competitive economy, of 
organisations meeting their long-term goals and of individual 
employees being able to develop their full potential, feel satisfied 
and valued at the workplace and generally in the wider society. 
Bentley & Clayton (1998:128) argue that it is undesirable to 
live in a diversity-free world, to live a life of confluence and 
conformity. The way forward is to develop skills and practices that 
will nurture this diversity and to build for the future by investing 
in people. 
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